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l.TEE CONDITION ος τες 


The New York City mass transit system is very extensive ang 


Provides service to most parts of the City almost round the clock. 


a4 is one of the largest systems in the world and one of the most 
ent in terms of routing. On the subway system, passengers 

d at any of 465 stations in four boroughs and travel by any 
Ν Free transfers between intersecting lines are 
locations, and free transfers to and from 

ines exist at 12 stations. ‘The bus eyst is 

any of approximately 12,000 bus stops. The Transit 
A local bus routes and 23 express bus routes, 
Many bus routes are designed as 


y lines. 


y, the intervals between 
at rush hours, ten to fifteen 
É and twenty minutes fron 


Since the New York transit system is so large and so 


essential 
to the City economy, the deterioration that has occurred is all the 


More serious,.| Partly as a result of the poor state of service, 


ridership has fallen to historically low levels. In 1982, both 
— 
Subway and bus ridership fell to the lowest 


est levels in the post — 
World War 11 era, as shown on the following graph: 


Population between 
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Total subway ridership fell 21% from 1970 to 1980, while s 


worktrips fell 19%, indicating a larger drop in discretionary 
riers. The decline in Subway worktrips was spread evenly amonc 
C8D-bounó, intra-borough and other inter-borough riders. About 
three-fourths of the Citywide decline occurred in the Bronx and in 
Brooklyn. 

Transit riders switched to otner modes, despite sometimes larger 
expenditures of money, energy, and time. Walking cheaper and 
healthier but is typically slower and is possible for relativel 


“Workers. Automobile ownership is expensive in New York City but 


increased fr 


and subway to go to work. Express bus ridership 
"m in 1970 to 29.4 million in 1980 despite the 
mist pay more than three time the cost of the suay- 

| ance of a seat, air conditioning in the s 


fact that 
Surveys 
umer, no 


at order, 


er, personal safety, and convenience, in th 
Ty 


during rush hour periods, 


s people ride express buses 


express bus riders use private buses and 
M r1 


There has been noticable decline in 


most aspects of εἰ 


service that the Transit Authority deii 
Current condition of service on the system 


illustrated by a few measures and the 
Geteriorated. 

C orm example, on-time performan 
"The percentage of trains arriving 
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Serious service Prob 
in Gerailments. 


obleas are reflected in the increase 


A derailment isa Potentially dangerous 
Occurrence that raises the question of the safet: 


System. The annual average number of Gerailments that occurred 
On mainline track (as Opposed to tracks in 


(e three-year Period 1981-83 as compared 


Y of the subway 


yards) was 16 for 


to under 11 for the 
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e Security of mass transit Passengers has decl 


ines along 
measures of service qual 


with the other ity. Reported crime on 
the subway 


System has increaseg Gramatically as the number of 


felonies cormitteà on the System απὸ in the stations increased 


@lmost threefold between 1979 and 1983, 


"his 1938 increase in 
the number of felonies Committed in the subway 

‘exceeded the 20% increase in felonies in New York C. 
z ins 


le between 1970 and 1963. 
Td 


en far 


an environment in subwa 


Girty, graffitied, litte 
the Authority and by privat 
these inadequacies. 
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Environment Survey carried out by th 
of subway cars is such that: 


30% are without a legible map; 
6% are without understanó 
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While cars in use are swept daily, gen 
only once every five to six weeks. 
rs are also not cleaned of graffiti 


Subway ca 
iors of about half of 


BMT car 


the IND ano 5 


The inter i 
of graffiti, on average, every three months. 

removed from the remaining IND and BMT cars only as 518 
available. IRT interior graffiti 15 removed on an "as nee* 


hat is if the graffiti obscures Signs: vin 


jt is obscene. 
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maps, or if 


Getergent 


Anot 16 p δὲ 
cars is that there is yard 
Subway fleet securely. Today, 33% of t 


storeé in mainline location 


graffiti offenders. --"ωι κ 


The appearance 


better than on the 


improvement: 
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794 have 


Bus cleaners are 


to "rapió wash" each bus exterior nightly. E 
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bus exteriors are 7 


train derailments inc ed g 
track Geficiencies and for re 
Some specific examples of 
Conditions follow. ‘The exampl 
work needed to return the 
used transit system to ar 
only the track, elevated stru 


rolling stock are discu 


in many elements of the 


while functioning with relative rel 


date back to the opening of 


the li 
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subway and elevat 


te reconstruct 
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In 1983, eva) 
4203, evaluations were made t 
into these categories: 
MB - - 
Β track that will rema η 


next seven years 


V μ- track that will nee 


rails, ties,ar 


years. 


M fe track that will need 


within seven y 


77η Track conditions were examined bj 


which differ somewhat due to judgem 1 fa 
E eT 
such a rating system, show that-"C” anó D’ co 


switches constitute about 300 miles, T 
system. At the request of the TA, nine track 


the Federal Railroad Admin 
ion of the track to hel 


istration have begun 


inspect p óetermine tm tne 
of the TA'S tracks. 

qne specific locations o 
n the fol 


f the renews) and reconstruc’ 
work necessary are given i Liowing three ΠΑΡ 


—— = τη track defects are marked by the Track 


» δ Structure Department as red or yellow tag areas. The number 
of red tags, which require that trains pass at 10 miles per 
hour or less, reached a peak in the summer of 1962. Yellow 


tags do not require a slow speed restriction, but point out 
Critical areas that will deteriorate to red tag status if no 


Corrective action is taken. 


The following table shows red and yellow tag acti 


ty since 
increased track inspection activity began on June 22, 1983: 


Red Tags 
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Structures 


About 180 miles of track are supported by 58 miles of 


( elevated structures. These structures are also in neec of 


| extensive repair to correct structural defects. 
The Structures Division, through visual inspection, has 


Getermined that there are: 


o 611 defects in structural spans that require 


immediate attention ("A" defects); and 


ο 8,811 additional but less serious defects in 


structural spans ("Β" defects). 


n, Visible "A" defects. Structural 
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STRUCTURES 


The two main repair facilities for subway cars are not up 
to the task of maintaining the current fleet, let alone the new 
{ους The Coney Island Shop, which is where major repairs on 

the IND/BMT fleet are Performed, can only accommodate 60-foot 
cars efficiently. However, 29% of the IND/2MT fleet is 
Composed of 75-foot cars, and this will increase to 36% by 
1986. The Ccney Island Shop will be able to handle the 75-foot 
Cars after it is rehabilitated but the reconstruction will not 
be completed until 1986. The other major repair facility, 207th 
Street, is severely deteriorated. 

All of the 20 bus depots require major rehabili 


severe deterioration. Neither of the two major 


faciliti we received significant c: 
ῃ 
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Bus Fleet 


At the present time, the TA is 75-100 buses short of the 3,252 
Tequired to operate daily peak service, This is due to the 
Tetirement of 85) Grumman Flxible buses in February 1984, which 
Feduced the active bus fleet by about 20. The Flxibles were 
retired as a result of the problems that have plagued them since 
they were purchased in 1980. Until more buses are added to the 

fleet, there vill be ο. in the normal rush hour bus 
service, nc ἭΝ 
The retirement of the Flxibies has forced the TA to rely on 
/ In 1983, the average age of the bus fleet was 
Wet is now 7,5 years because 515 buses that had beer 
, as some older buses in the spare fleet are now 
ly service requirements. Consequently, 
in service are 12 years cf 
for the useful life of buses is 12 years.) 
buses threatens to increase the TS 


Joss in reliability. 
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ore the retirement of the Grumman Flxible buses, 49t of tne 
buses assigned to depots were new Grumman Flxible and GM Advanced 
Design Buses (ADBs) which were purchased between 1960 and 1983, 
The retirement of the Flxibles has eliminated the maintenance 
Problems associated with them, However, the TA remains very 
dependent on AbBs since they now represent 434 of the fleet, 


Although the GM ADBs have ni fperienced the problems dem the, 


Grumman ADBs did, the buses are relatively new and have not beén 


pm d 


Sto 


- Subjected to the test of time. They may have special maintenance 
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The average age of the subway fleet has been increasing 


steadily since 1977. Subway cars are currently an average of 


20 years old, greater than at any time in the last 1l years, 


Subway Cars 
OO Buses 


asons for Current Problems 


number of factors have contributed to the decline in 
Service. Chronic underinvestment in the Authority's capital 
assets uring the 1970s was one of the most important reasons. 


A r 
S a result of underinvestment in the TA's rolling stock, the 


av 
erage age of the bus and subway car fleets increased, 


Pr i 
Oblems with the fleets have been compounded because the new 


Subway cars and buses have been plagued w 
Problems. 


ith mechanical 


Due to the underinvestment in the TA's system, the 


amount of subway rail replaced and track reconstructed fell 
below Standard. 
The situation was aggravated by inadequate maintenance of 


the TA's Cars, buses, and infrastructure. In the late 1970s, 


the Size and skill level of the maintenance staff declined 
the demand for maintenance was increasing due to the 

ng age of the bus and subway fleets and the increasing 
of the new cars and buses. Recent returns to 
levels equivalent to the early 70's, 

| not improved performance. Inspections and 
ected at appropriate intervals until 
‘the adequacy of the work performed 


only a very smal) number of top 
y e 


in, in fac Or the 
t, be hela accountable ¢ 
T their 


performance. Othe 

per r factors that have lim ted 
E ited mana k 

ability to operate ang Maintain the ή agement's 

detail below. em are described in 


A. Underinvestment in Capital Plant 


The amount of investment requi > " 
MM q ο d the bus and 
good repair is estimated to be 
roughly $8 billion (1984 dollars) over ten years. In the ten 
years from 1972 to 1981, however, only $3.0 billion (in 1984 
dollars) was spent to replace or rehabilitate "er subway 
cars, buses, maintenance facilities, and infrastructure, so the 
actual investment Suring these years was clearly inadequate. 
As a result, the Transit Authority must now spend much more 
than $4 billion every five years to repair the damage done by 


of neglect. Under the 1982-1986 Five Year Capital 


the Authority plans to spend $6.6 billion (1984 


e TA's 


rs) to halt the deterioration and begin to return th 


|a state of good repair. In the seven years between 


1993, an additional $8.3 billion (1984 dollars 


| before most of the system is returned to an 
After 1993, the required annual 


) must 


1 of repair. 
ould decline. 
ize at the $8 billi 


e system in good working order. 
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By the year 2000 the 


on requireà every 


amounts in the Pive Year 


5 are the 


Capita] 


Program that 


Was appre 


ved by 
the MTA Capital Progran 


Review Board, 


August 25, 1 


{34848 asuma 


W's infrastructure is 


THO by the replacement tate of track rail. 


Annual Fall replacement fell steadily from 1973 to 1983, 
ΤΙΤΟ over thia period, 


braak miles, guard tall, and 
APE OMA MaAbely 11,400 tone or 


In the system of 832 total 
QWitohes, it {8 estimated that 
50 track miles plus associated 
Guard FALL and awitehes need to be replaced annually. 


BiAee 103, the tranait Authority has met this target in only 
three yeara, 1073-1078 


poate Replacement Ove 
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is the most readily measured track component, 


S, such as ties, tie Plates, and rail joints, must also be 


maintained and renewed. . The annual life Cycle replacement rate 
for ties has been estimated to be 68,090 crossties. Howey A 
an average of only 48,636 ties have been installed during each 
of the last six years. Similarly, only about one-third of the 
necessary 29,709 tie blocks ( embedded in concrete) have been 
renewed each year. 

While actual replacement amounts are subject to the 
shortcomings of the Authority's data collection anā reporting 
Procedures, the general impression of serious replacement 
shortfalls can not be disputed. Underinvestment in replacement 
of these components is manifested in the large amounts of track 
needing component replacement within the next seven years 
(track condition "C") as well as track needing full 


reconstruction due to failure of many components (track 


i i iti discussed in 
condition *p*), both of which conditions were di 


ter I. 


Inadequate Maintenance 


programs nor levels of skilled 


had neither the i 
^ e TA's equipment and 


f to adequately maintain th 


Inadaquate maintenance, 


ring the late 1970s. 
: the decline in service, 
and overhaul cycl 


is illustrated by 


es anà 


inspection 
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and Overhaul Cycles 


Prior to the late 1970" 


b t inspections ang 

5, data abou nspections an 

overhauls were incomplete, During the 1970 nd po 

1 5, and p 

years before, the Transit Authorit 1d not place enoug 
g ity 

h h did t c h 


emphas 
Phasis on these Preventive mainte 


nt car and bus inspections in the 


| early 1980s, the Authority has begun to reverse th 


15 trend, but 


reat 
ᾳ Geal of work is needed to ensure that these programs 


are successfully carried out, 


Subway Car Inspections 


Until 1978, inspection intervals were 7,500 and 30,000 
miles. In 1978, the 7,500 mile inspection was performed at 
10,000 miles and nameó the "B" inspection. Procedures for the 
30,000 mile (or "C* inspection) remain intact. The *A* 
inspection was added to the inspection cycle in 1982 in 
response to a 1981 City Comptroller's Office report that 


during the 


k indicated that several failures typically occurred 
i ion. 


al few thousand miles after the first level inspect 
ῃ 


i *A*), 10,00 
‘the current inspection cycle of 5,000 mile ("A") 


), and 30,000 mile (*c*) interval 


s was instituted at 


available 


data on car inspections are not 


number of inspections actually conductec 


IS closely Parallels the number 
qQuacy of these inspection cycles still regu 


Stigation, 
b. Subway Car Overhauls: 


Car overhaul programs are designed to complement the 


regular inspections through systemmatic replacement and repair 


of selected car components. Prior to 1981, the Authority did 


not have an overhaul program. Some overhauls were performed, 


but the information available does not indicate how extensive 


these overhauls were. Although exact numbers are not 


@Vailable, a small percentage of the fleet was overhauled at a 


level roughly comparable to the scope of the present-day "E 
overhaul, which is conducted every 360,000 miles or 
approximately every eight years. The following table presents 
the total overhaul activity done by the 207th St. Shop for IRT 


currently available for the Coney 


Division cars. Data are not 


“Island Shop which conducts overhauls for the IND anà B 


MT 


evel of overhauls in 


d information/data to put this 1 


1970 
1971 
1972 
1973 
1974 
1975 
1976 
1977 
1978 
1979 
1980 


Werhauls 1970 - 1980 
th Street Shop 


Overhauls 


154 
188 
250 
278 
257 
261 
244 
159 
212 
0 
0 


Source: 207th Street overhaul records 


In mid 1980 the Authority began the Car Overhaul Program, 
but the overhauls themselves did not begin until 1981. Under 
this program, overhauls are performed at the intervals shown 
below. (The average car travels approximately 45,000 miles per 


year.) 


- D overhauls 
- E overhauls 
*= F overhauls 
will not be 


eder overhauls 


approximately every 180,000 miles 
approximately every 360,000 miles 
approximately every 720,000 miles (these 
scheduled until the early 1990s) 


approximately every 1,080,000 miles 
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sh 
OWS the number of overh 


Qverhauls 
cy 1981 


Level D (180,000 miles 
IRT 
IND/BMT 
TOTAL 


Level E (360,000 miles) 


Level G (1,080,000 miles) 
In House 
Outside Contract 
TOTAL 


Source: Car Overhaul Program month 


In 1979 and 1980, there were no 
through the Car Overhaul Program or previous 


Furthermore, only four overhauls at the E level o 
performed between 1979 and 1987. ‘The absence of overnau 
during that time was probably a major contributor to the 


lity prior to 1982. 


decline in fleet reliabi 


overhauls have not been 
use of lack of parts. This will probably limit 


performed according to specificatio 
the future 


ot the subway fleet. 


Preventive bus maintenance also fell during the 
1970's, 


late 


Between 1975 and 1982, 


regular 3,000 mile in 
(every four to five weeks) dropped 298; 


6,000 mile inspections 
dropped 91; and 28,000 mile inspections dropped 5t. 


The number 
of 24,000 mile inspections actually increased 15%, but this 
evidently was not enough to offset the negative effect of 


Gecreasing the number of the other inspections. 


IONS SCHE e 
(Excludes DULED AND σοΐρι, 


TS NaBSTOA Buses) 
3,000 mile 


Scheduled Completea 6,000 mile 
ἃ Scheduled Completed 

1975 TS 
197 10,815 
1977 10,264 10,735 
1978 3,235 UH 
1979 1,676 2d lis 
1980 8,402 dr 3 3 
1981 6,817 et ei 

2 6,139 1325 Qr A 
i 7,689 5 
1983 τόρ 
Year 


60 0-14 w 


1982 2,790 
1983 2,052 


D D 


account 
leted in 19 


7 T inspections. 
e face Maintenance Department. 


P expe 
Sacrificing bity Penditures 


Without 


ace, the m 
αι Transit Authority cut back or 
à ] 
E. erkforce during the lato 19708, M t 
IE. 8. Many of the 
he Transit Authority is experier 
r eriencing today 


result o 
f this Policy of deferred maintenance 


are à 


i of vehicles and 
infrastructure, 


For example h 
"ple, while total hours worked by all Authority 
workers fell 12.34 between 1973 and 1979, the hours 


orked by 
the employees responsible for maintaining the Transit 
Authority's subway cars (the Car Maintenance Department) fell 
33%, nearly three times the overall rate, The number of Car 
Maintenance hours has now reached the 1973 level once again* 
but that cannot undo the effect of many years of 


maintenance. 


While the maintenance of the subway care 


"amount of service provided and thus the nesa 


did not decline nearly as much.” The numbe 


ie 


* E Authority employees who direc tly serve the 


ctots, and to 


faing public -- train operators, conductors, 
(in the Rapid Transit Transportation and Station 


=- fell 13% over this period, the same 
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Over this periog 
Ce performed fell 


much more 
maintenance 


than the n 

85 measured by hour f 
hours 

illusion of 


keeping the service 


up can last for 
time, 


Hours Worked by Empl 
(000's) 


R.T. 
Transp. 
anà 


Total** Stations Transp. 


72,149 24,062 
71,371 23,772 
70,663 23,653 
66,598 22,549 
64,253 21,647 
62,318 21,138 
63,284 21,206 
62,808 20,916 
67,647 22,103 
67,985 22,248 
68,614 22,264 


Includes employees pai? by 


only. 3 ως 
This column is the total of the other 
e 


virtually all (98%) of th total 
employees. 


Monthly Pay Hour Report,, 
Department. 


Perienced Maintenance Staff 


£ the past fifteen years 
' 


the disparit s 
Eeen ᾽ Ῥ y has increased 
the technical skill base Of maintainers and the 


complexi i 
P ity of the maintenance tasks facing the Authority 
Fact i t 
Ors that contributed to this decline included high 
att i ev 
rition in 1969 and 1970, a lower skill level in the pool of 


re i 
cruits, more complex maintenance tasks, and reduced training 


1. Attrition Rates 


In 1969 and 1970, following the implementation of the 20 
year retirement plan, the Authority experienced a high rate of 
retirements in a number of critical operating skill areas, with 
the result that a large portion of the labor force in these 
areas were relatively new and inexperienced. The following 

ε shows the number of people leaving four technical titles 


whatever reason) as a percentage of the total number of 
B 


ATTRITION RATES 


Main- 


1 Mechanical Bus Maintainer 
2 Electrical Car Maintainer 
3 Sheet Metal Worker 


P 
P 


Although there are πο specific data on ε 


the point, there is 


aw i 
idespread Perception that skill levels relative t 


o vious 


eri i i 
P! oàs declined as retirees were replaced by new recruits in 


the early 1970s. Not only did these recruits not have the 
on-the-job experience of the retirees, but the skill level of 
the pool of available employees seemed to be declining. For 
one thing, fewer candidates had the experience of mechanical 
work in military service; for another, manufacturing jobs in 
New York, which are the jobs that require skills similar to 
those useful to the Authority 

also have caused a drop in th 

those skills. The number of anufacturing s in New York 
City has declined fron over 


430,000 in 1983. 


Because the Authority was not able to attract sufficient 


numbers of skilled personnel in certain areas, it was comp 


to relax the requirements for some technical positions. 

minimum experience requirement for certain Car Maintainers was 

goed from four years to 2 1/2 years (or two years with the 
late education) in March 1982. This relaxation in 


is, which is still in effect, affected two other 


“Inspector and Car Inspector, since personnel 


hired from among those qualified as Car 


ing table shows the number of personnel 
^ . 


ince the change in the minimun 
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Car Main- 


Road Car 
tainer £ 


Ins 
* hired between 


5/82. and 10/83. 194 


Total Personnel 
in Title 


New Lines as a 
Percent of total 


208 

The net result is that in one 
over half the personnel performing 
hired since the requirements were 
from this labor pool so whatev 


addressed 


positions. 


reasons. 


subway cars 


are the reasons. 


the ratio ef enschede! 
creating additional 
skilled 15 diagnostico 


In the mid 1970s, total training 


Transit Authority employee 


s declined 


experienced in 1974. Training for emp 


Maintenance, Maintenance of Way, and P 


1974 to 1976 before being 


fully restored 


sands) 
É 


r 


Total Training Hours (in thou 


+ + 
ἘΠῚ 1 9 ww 19e w 
Fiscal Years 


Source: As reported by the operating departments 
and compiled by Management Development 
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Managemen i 
9 t at the Transit Authority isa challenging task 


Among o 
S other factors, management initiatives in the Authority 


a 
re constrained by past labor Practices, Civil Service 


regulations, contract Provisions, seniority privileges, and 
arbitration decisions. The Authority's management structure 
also is deficient in a number of important respects: managers 
and supervisors are without the incentives for excellent 
performance and are insulated from the consequences of poor 
performance by a dual layer of Civil Service and union 
Protection; some programs are difficult to control and 


coordinate due to increased reliance on outside consultants; 


line managers have insufficient access to engineering and 


analytical support; and administrative systems also fail in 


cases to support operations and decision making. As 4 


of these deficiencies in the management structure, m 
i i i a 
maintenance problems are not identified and 


J operating plans are often difficult to formulate 


nsit Authority to significantly 
by the current management 
vice regulations ané Union 
a management 


‘control of top 


and s 
À super 


vi 


through competit 


y Civil Servic 
ice, and have their 


deter 
Getermined not v 
>t by performance but 

but by Union me 


managers 
gers are seldom rewarded f 
ded for performi 


to account 
Ount for performing poorly, τ 


Simply *do their job" and fail 


productivity improvements from t 


them. This has contributed to pa f 
ilures to achieve 


\ productivity gains and contir t 
\ improve productivity. 
F The Transit Authorit 


managers and supervis 


41,466 operating employe 


i only 274 are appointed by t t 
J y» 

A d of performance evaluations, and can be removed from their 

ne’ | 
J positions if their performance Joes not t man n 

Φ 

rs standards. 

ν 
κ. The remaining 4,841 first, second, and third le 

Ye '] " 

^ supervisors are not appointed by toP management on the bà 

yl 

ἃ ; pas no C 
ν their performance but attain their positi assing Civ 

not pai 


Service exams. Also, these superviso r ο 


ance but on the bas 


basis of their perform 


bargaining agreenents. These two facto 


situation in which the personnel that 


n of its initiatives are m 


the implementatio 
outlook to the point of view of labor than to P? age 


ya ^d 


MEE look at the 


example, 


Shows that Only 1s 
: J i25 a 
Or the management Of ov 

*^ Over 


empl 
Ployees, The Manageria) Problems 


to be encountered are 
exacerbated by the are 


dis P 
persed nature of Mow's ope 


MAINTENANCE OP WAY 
LINE FUNCTIONS 


SECTION HOURLY 
Line Equipment 759 
mr 1127 
Signals 1130 
Structures 1414 
Track 1687 
Total 6117 


In the Car Equipment Departm 
Of certain Road Car Inspectors, 


fixed locations, seven managers 


supervisors who in turn are resp 


employees. 


of the same restrictions that constrain sen 


managers from motivating middle managen 
ae 


supervisors from m 


nat and second line 
middle managers in line depart 


rds and incentives to their sub 


determined by contract, promot 
4 
ination, and work assignments 


on of seniority: 


to reward 


Chievement of its goals 
low. For example, a stuóy of 
ain Rapid Transit Shops 
hops 
iier ΚΕΝ E. chievable 
$ and con 
B co : trols. A companion study 
epair Secti i. 
Ctions of the Main Surface Shops came t 
c |. ο 


Similar co 
Aclusi 
Sions. Not only does the existing system 


preclude man 
a 
gement from rewarding a good performance, but th 
νι... mance, he 
n and, in some instances, actually does reward 


ineffici i 
fficient work practices. This occurs when relatively 


inefficient and ineffective employees and employee groups are 


. 
rewarded" by the availability of large amounts of ov 


work. 


3. Limited Technical and Analyti 


A second factor that limits the efficiency and 


ss of field operations is the con 


overhead units. 


centration of 


technical staff in central 
the Transit Authority's operations involve the 
complex mechanical equipnent 


a staff of technicians, 


or structures. 
engineers and 
equipment, structures, and facilities, 


on of capital projects, t9 


or facilities, t? advise 


technical subjects, απὸ to 


an proposals. However, 


The 1984 Transit Authority budget includes Positions for 
1,846 technical, Professional ana administrative personnel. Of 
this number, 1,270 (68.8%) are in General and Administrative 
these personnel 


Departments, Even within line departments, 
For example, within 


tend to be concentrated in overhead units. 


i 1 anā 
the Surface Division, 68 out of 128 technical, professiona 


sident's 
administrative personnel are allocated to the Vice Pre 


office. 


eers 


. 
shows the 1984 allocation of engi” 


Maintenance of Way and Car Equipment departments and 


the division between line and overhead unit 
s: 


1984 Budgeted Positions for Engineers 


Maintenance of Way 
percent 
unit Number of Total 


bine Unite 
gnala 0 
Line Equipment 0 
Track 4 
Power 0 
Structures BE 
$ubtotal-Line Units 4 

Overhead Ὁ 

ΠΩ of General 

Superintendent o 
Engineering 101 
Quality Management 2 
Production 22 
$uübtotal-Overhead Units 125 
129 


Total-Department 


Sar ΕΡΜΗ 
jae Un 
m ἐδ cations 


Car Overhaul 
$ubtotal-i 


τησ 
gestant General 1 
New Car Engineering 23 
Electrical Maintenance 1 
Quality Nanagement 34 
ebdtotal-Overbead Units 
Total Department ss 


between 
line and overhead units derives £FO™ 


zation of a number of technical functions. ^ 


je centrali 
t in one type of construction, for example, may have 


specialis 
ments in an overhead unit that pertain to operations 


assign! 
n several line jurisdictions. While this may be efficient 
5 that 


withi 
the major problem with such a structure + 


in some cases, 
e manager often does not have someone to hold accoun 


table 


a lin 
for 


for technical matters. If a structure needs major repair: 


a line manager who is responsible for maintaining it 


example, 
lize the services of someone in an overhead 


The 


may have to uti 


department to design the repair and carry it out. 
nager who supervises 


ect the same 


technical specialist, who reports to a ma 


in many divisions, may not give the proj 
The result is often . 


and a situation where 


the work 


priority that the line manager would. 


delays, 


frustration, missed deadlines, 


needed technical work does not get done in a timely 


idates for Line Supe 


perienced Cand 
ence of the existing management 


4.Lack of Ex 


One consequ 


sation system is that the more experien 


ntive to apply 


compen 


employees do not have an ince 


This is due to the loss in seniority (i. 


job assignments) and overtime pay that rej 


to a line supervisory position. As hourl 


experience, they also gain seniority. 


they are more likely to pick an attracti 


their incentive to apply for promotion 


Wer to enable managers to assume responsibility fof 


fheir operations and be held accountable for the results; 


effective administrative and management information systems are 


required in any organization. The Transit Authority finds 
itself in a rudimentary state with respect to the development 
of some of these systens, and management will not be 35 

place anā 


proficient as it should be until these systems are in 
reliably operating. 
Some examples of the deficiencies the Transit Authority now 


faces follow: 
A comprehensive budget sys! 


itly link production 


e.g., the pre 


a. Budget Systems. 
Transit Authority would explic 


each of the operating departments, 


overhauled subway cars Or the production of 8. 


with the personnel and materials allocated to | 


organizational units performing the overha 


Linkages of this kind are 
Pro 


construction. 
large scale in the Transit Authority. 
often not planned far enough in advance 
resources required with any accuracy, 
frequently built on historical levels of 


than on the basis of need for particu 
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of a budget unconnected to production 
is that managers responsible for production have trouble 
justifying budget requests even when the need for resources are 


apparent to those managers. Another is that budget makers can 


not describe the consequences of changing resources on the 


Authority's performance. 
The management accountability that the Authority seek 


s to 


etween 


enforce will eventually depend on making the connection b 


formance such as the number of bus 


production (or other per 


miles operated) with the budgeted funds allocated for carrying 


rces available to 4 manager are 


out that function. If the resou 
that manager | 


ction goals, 
e budget process would 
* fnt 


inherently too few to support produ 


On the other hand, th 


will always fail. 
rces were inherently too great and 
et performance targets with litt: 


it was 


fail if resou 
therefore possible to me 
effort. It will be a high priority 
production levels for the 


to create reli 


between budgets and 


maintenance departments. These problems are 


the transportation functions -- that is for t 


bus drivers -- because those budgets are bast 


schedules that translate into personnel r 


relatively straightforward manner. 
Receiving, and Accounts 


b. Purchase 


are to be held accountable for meeting 
the necessary parts and supplies must 
where they are needed. The unavailabil 


supplies needed to maintain the system" 
38 


n conti " 
Purchased to hana) ntinuous difficulties with the computer 
© the system and there is currently a backlog 


with approxi 
Ῥ imately 9,000 purchase orders waiting to be 


ro 
E E Go ο. the parts and materials ordering 
ith this system have delayed integration 

of the automated stock status system with the purchase, ν oh 
Receiving, and Accounts Payable system, so the Authority is 
able to take full advantage of systems designed | 
Parts and materials availability problem. 
below the necessary size and with the ne 
approximately 5,000 subway cars in good w 


morning rush hour, it is easy to see 


sounding systems are to the Authority 


demonstrates that some of the ba 


or, 


example, the mileage and 


cars are recorded on index 


assigned. At this time, 


j systems for recordin 
scheduling repair activity, Es 


but the Mai 

Department is still dependent on ΤΝ μὲ. 

where automated ε SS 
ystems are available, managers do not use them 

consistently or well, in part because they are not trained 

Systems or data management. The result is that the à .Ε - 

these systems can be inaccurate, and theres an ur i 

tool for production planning and control. 


systems are still being developed a 
managers and cannot yet, for the 


and production planning and to 
6.Use of Consultants 


As the table below of exp 


increasing its dependence 


the operating and capital 
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Consultant Expenditures ($ mi 


llions) 


Year 


Ending Operatin i/ 
3 Sapitaid/ Total 


7.8 


6/82 
6/83 10.8 32.0 42.8 


12/83 


The Transit Authority 


on consultants because of insufficient number of technical | 


titles. For example, the Engineering 


responsible for the conception, desi 


1/ The operating program's e 
the labor and services of accoum 
officers, architects, attorneys 
management consultants and tra 


2/ The capital program exp 
services of consultants hired 
construction inspection and 


components. 


0 employees) while the Capital program has 
nearly tripled.in size from about eor MINUTNI per year in the 


1970s to = million pe e 
$600 to $700 11 T year in the Five year Capit 
Program. 


Thus it r 
became necessary to hire ουκ. ο 


and engineers in org le t umber pital 
er to handle the eno 
; rmous n 5668] 
Projects. 


Th i i 
e Transit Authority, however, is not prepared to — 


coordinate and control the many activities of a large number 


consultants. Unless an organizational structure is set up that 


Will enable the TA to effectively direct, supervise, 
coordinate the projects performed by consultants, C 
Program funds may be spent correcting misti 


unnecessary work. 


7.Lack of Managerial Action Due to € 


Structure 


Because of the lack of manage 
technical support in the line 
responsibility has become hight 
on formal procedures for most 
control of line managers and 

This situation has failed. 
innovative management requir 


over the past ten years. ες 


effective in the management 


'ough the Transit Authority does have many 


Etandardized operations, its operations have recently been 


characterized by a high degree of unpredictability. Routine 


operations have been highly disrupted by the need to quickly 


re 
Spond to a stream of crises. A further cost of the top down: 


centralized, management style is that it tends to reduce the 


number of problems that can be dealt with effectively at One 


time. By concentrating decision making, the top down 


managerial approach unnecessarilly burdens top management add 


underutilizes the capabilities of lower level managers in 
Furthermore, 


solving problems and preventing their recurrence. 


top down management tends to discourage the intitiative and 


tions. The need 


innovation required to improve day to day opera 


for operational flexibility will continue during the 
the Five Year Capital Program since routine 
continue to require flexible responses to the 


disruptions caused by large amounts of 


nability to Manage Sudden and Mass 


σ 
z 


Lack of capital funds and mam 
problems have been major causes of 


ent should not? 


of the Transit 


fe the manage: 


nt and organizational problems 


ed the TA from responding to changing 
circumstances in the past 


* have prevent 


Still remain and have hindered 


efforts to carry out the Capital Program. Unless these 
problems can be overcome Quickly, the TA vill not be able to 
effectively use the much needed dollars Provided by the Capital 


Program, 


1. The Capital Prog 


The existing Capital Program Provides $6.3 billion for the 


period 1982 through 1986, or four times (in 1984 dollars) tbe 


annual average investment (other than new routes) during the 
previous ten year period, 1972 to 1981. This program b 


improve the poor conditions of the Transit Authori 


amounts to replace, repair, and rehabilita 


Geteriorating car and bus fleets, ma 


o $1.5 billion for the procurm 
acceptance of 1,375 new 

24% of the Five Year Capit 

car purchase the largest 
Five Year Program. The. 
average age of the fleet 


current average age of 


by 5.68 through the rej 


Subway cars 


$469 m 
illion 
to b 
egin the overhaul and bi 
rebuilding of 


subway c 
ars not 
being replaced by new car 
purchases. 


(This sum ion’ 
inclu 9 
des a $98 million "Corrective A 
ctio 


Program to re lace defective trucks on e 154 R-46 
P ĉef i 
th 


Thi 

A p an essential complement 
5 to ensure service 

reliability during the operating life of cars. 

$332 million for the acquisition of 1,873 buses. 

Since the buses will be purchased in every Year 


1984 to 1987, these new buses will also aY 


replace rail and/or: to comple! 


including ties, ballast and S! 


track work. This inclu 


to reduce the average | 


well as reconstructio! 


structures with mos! 


corrosion, crackin 


while the investments 
Program will eventually re! 


the current operating 


sim i 
Se ase more reliable components. 


8443 million for Modernizing car barns and shops 
nearly two 


( With 


“thirds allocated to the 13 barns anā 


One-third to the two shops. 


The Coney Island shop 


will be remodeled to accommodate 75 foot cars. The 
207th Street shop, which is severely deteriorated, 
will undergo structural, electrical, and 
rehabilitation and upgrading, including P 
modern shop equipment and tools. 

$462 million for work at all bus depob 
repair shops. Furthermore, $22 
million spent in the last tem 


spent in 1981, leaving only 


improvements between 1 


bring the facilities 


on program is a difficult and complex task 
+ The 


unprecedented volume of capital reconstruction underway 
ana 


planned over the next decade is straining the capacity of 
the 


Authority to adequately manage and control the Capital Program 


and to continue to maintain day-to-day operations. 


bl 
espite years of deferred capital investments, the system 


was ill-prepared to readily translate its needs into specific 


projects with clear directions for designers and builders. The 


condition of the system was not adequately documented when the 


program and its projects were developed and the result has been 


changes in program and project definitions, shifting schedules, 


and uncoordinated program management in some areas. Little or 
no action was taken to ensure that design and construction 


met the operating needs of the system and that wank 


achieve the expected results. The extent and « 
maintaining operations and service while 
structures, and facilities was not ad 
insufficient preparations were made to 


unavoidable disruptions and to pr 


delays and diversions that will be 


several years. 


As a result of these diff 
o of 394 projects 
(224) exhibit 


or the problems include the following: 


ack of Information. 


Ther 
here is often a lack of good information about 


of repair of the system. m 


^ notable exam 
ple of ε i 
the track Program: ΚΣ 


The poor condition of the tracks was not fully recognized 
until the summer of 1983 when the growing incidence of 
GSerailments forcea the Authority to institute slow orders 
across the system until emergency (red-tag) track conditions 


were addressed. The deterioration of the track system was 


subsequently confirmed by track condition surveys completed 

during the latter half of 1983. ‘These surveys concluded t 
over 300 miles of mainline track would require TeCODEEEU 
or replacement within seven years. 

Given this new information, it was ele 
million originally allocated for the : 
insufficient. The Transit Authority 
additional $220 million to expand 

This track program is Very 
NES ee to be devoted to tr 
new employees. Thus, fully 

to their tasks and, in fact, 
on such a scale in the recen 
Undoubtedly, the Authority 
undertakes this effort and, 
program goals may not be 
clearer understanding of 


permit the setting of 
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* stil) remains sufficient 


uncertainty about 


deterioration to warrant 


the κκ of track 


bringing in 


Pedera) oh inspectors 


from the Federal Railroad 


Administration to evaluate 


the condition of the Authority's 


track 


b, Lack of comprehensive 


program plans, detailed project 


#copes, and cost definitions. 


The Authority 


is often handicapped by incomplete planning 


and detailing of capital projects, An example is the 


revitalization of shops and barns: 

Even though the Five Year Capital Program allocated $468 43% 
million for rehabilitation of barns and shops, no master pi 
existed to integrate system and facility needs in & 
fashion, Consequently, project scopes and acc 
estimates were only loosely defined. The dev 
master plan, and further refinement of 
became the primary engineering task once 


a result, actual construction Work Wi 


more compressed time frame, This 
$copes has resulted in an incre 


* 
of more than $40 million. TWO 


to be resolved include 


ration of the areas 


configu 


undercar assemblies (truck 


»ther serious matter that 


eduling of rehabilitativ 


sch 


cars at barns and shops 


under constroctiun 


program as scheduled is more understandable when compared to 


historical investment levels. The investment planned for 
construction award between 1982 and 1986 is, in real terms, 
more than twice the investments made in barns and shops over 
the previous ten years. Moreover, this increased level of 
investment is planned to occur while carrying out large new 


overhaul programs on the cars. 


funding allocations. 


A number of factors have already caused the 
capital program to fall short of its original 


schedules. Such factors include: 


- Delays in the construction of 


shop because of environmental 


community opposition to the 


Initial budget allocatit 


bus depots have been 


below actual facility 


Fevisions to the depot rehabilitation Program 


even as th 
e Fiv 
Program enters its third year Bes 


Specific examples include: 


Year 


= A 170% 
increase in the estimated cost of the Group One 
Depo i i i 
pot Modernizations (including Castleton, 146th 


s 
treet, Amsterdam, and 126th Street Gepots) stenming 


from a thorough review of conditions at these 
facilities; 


A 165% increase in the estimated cost 
Depot Rehabilitations (including Flat 
Fresh Pond, and Queens Villag 
from a more thorough inves 


these facilities; and 


= A quadrupling of the 
the 54th Street depot. 


d. Lack of coordination 


A project progresses ΕΒΕ 
reaches completion. Because t 
assign one project manager 
throughout its life, there 
various phases of the proje 


operating needs of the 5 


ple is the purchas 
e of the new sui 
bway car 
5. The 


B75 new car 
s are scheduled for delivery as soon 
as the test 


Cars pass perform 
ance tests, but the Authority's 8 
readiness to 


accept, test, protect 
, 


and mai 
ā maintain these cars is not yet 


established. 


Specifi 
€ Problems confronting this important 


Program include the folloving 


Deliv: i > 
ery of the first 325 subway cars (to be received 
un 

der the R62 contract) has already fallen behind 
schedule due to problems with the first test cars 


received under this contract. 


= It may prove difficult for the Authority to 


test the new cars at the currently plannec 


comprehensive acceptance and equipment 


The volume of new cars expected to be 


pace of that delivery may exceed the 


"Authority to accept these Cars, 
capacity of Authority personnel 
procedures and in terms of suffi 


store the new cars during the 


period. These capacity proble 
if delays in the new car deli: 
accelerated delivery pace 


satisfactorily. 


iw car inspection, maintenance and Protectio 
n 


procedures and plans are currently inadeguat 
* to 


ensure that the new car fleet will be clean ana 
reliable, 


Specifically, Plans must be developed to 


ensure: 


Proper inspection and maintenance procedures, 


including adequate training for inspection and 


maintenance personnel; adequate maintenance facilities 


to inspect and repair the new cars; secure overnight 


yard storage to protect the new car fleet; and proper 
and adequate cleaning procedures to maintain the 


interior and exterior of the new cars. 


While the new cars will be a substantial impr 


the cars being retired, there are many factors = 


-- that could result in slipped delivery and. 
schedules. Unless the Authority properly 
inspection, maintenance and protection of 
full benefit of this very large inves 


for some time. Notably, recent proje 
reliability were based only on rough | 
actual measurements of the perfor 
performance of the new cars may be 
in the short term. The Authority’ 
performance of new rolling stock 
not been good. Efforts have b 


of the past but expectations wi th 


performance may not be net, 


maintained Subway car 


The program has Suffered from a chronic inability to 
meet its Production Schedules and goals, 

The following table shows how the Car Overhaul Program 
failed to meet its overly optimistic goals according to the 
schedules and how the schedules themselves have changed. In 
fact, in most cases, by the end of 1983 overhauls Same, 
or exceeded schedules only because the schedules 
been drastically reduced (but even these ni 


because the overhauls could not be fini 


Overhauls 


Goal for 

As of 
Schedulea 
Actual 
Completed as 

* of Schedulea 


E Level Overhauls 
=e] overhauls 


Goal for 

As of 
Scheduled 
Actual 
Completed as 

* of Scheduled 


G Level Overhauls 
Lm 2evei Overhauls 


Goal for 
As of 
Scheduled 


Actual 
Completed as 
% of Scheduled 
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1982 8 
5/6/82 Wage 
B68 1131 
681 677 

78% 60% 
1982 1983 
10/8/82 1/1/83 
20 237 

0 138 
ος 58% 
CY1982 cy1983 
5/1/82 1/1/83 
Teste 266 
4 144 
14% 54% 


Source: 


Car Overhaul St 


CY1983 
7/1/83 
12 


---}44 — 


haul program has encountered, anc failed to 


quately overcome, problems in four critical ar 


Some needed materials 


Material Planning and Delivery: 


were not identified early enough or ordered in 


sufficient quantities to meet scheduled demand and 


material delivery time was often underestimated. As a 


result of this plus breakdowns in the procurement 


system, at least 20-30% of the required parts to be 
rted 


replaced have not been replaced in overhauls repo 


as “completed”. 


"A 


ee 

© Staffine: The lead time necessary to negotiate with 
—5 μές. 
the labor unions to establish manning levels on 


overhaul projects has, in the past, been 


underestimated. 


- Personnel Availability: In some 


materials were ready but the work 


available. Until the second hal 
incumbents continued to be subs 


levels. 


- Barn and Shop Space: The Car 
to compete with other car 


limited shop and barn space. 


ment is currently in 
the process of 
reassess 
ing 


mé revising al ecules to realis what 
411 schedul Fealistically reflect wh 
can bi 
e 


accomplished, given material 


staffing, anå space problems 


The Car Overhau 
rhaul Program also contains 
projects specif phe 


ic to ca 
τ classes and car components. The 


schedules have been m πι for th ojects 
b 
e et more consistently 
ese project: 


re has not 
been such drastic schedule changes within one 


ear 
year as with the D,E ana G overhauls 


However, in some high 


volume areas, 


schedules are still not being met consistently. 


These several examples demonstrate the fact that 
considerable work remains to be done if our riders are to gain 
the full benefits from the large investments now being made. 
Program and project definition must be improved, management 
responsibility established for specific projects, and 


accountability fixed for achieving programmatic and 


results. 


f. Benefits of the Capital Program are πα 


There is no assurance that service 


before the benefits of the Capital Pr 
deterioration of the system is ext 2 
replacement or rail renewal, half | 
estimated useful life, and one-fo 


structures have serious visible. 


service improvements expected to 
R62 cars will be delayed somewh 
which assures that the cars à 


existing fleet continues to 


tegration of the much-needed but massively intrusi¥® 


capital reconst 
ruction program into a 24-hour operating transit 


system will ca i 
use delays, diversions, and service interruptions 


while it is bei 
ng executed. As shown in the following charts: 


E impact of the Capital Program was largely unnoticeable in 
uL two years, 1982 and 1983, when projects were under 
design and equipment was on order. In 1984, the impact will be 
disruption to operations and service due to reconstruction 9n 


th i -of- 
e right-of-way and at maintenance barns, shops, and depots: 
N 1 
ot until 1987 will passengers experience more reliable service 
from the extensive barn, shop, and depot modernization now 


underway. 


Reconstruction and rehabilitation of the right o 
cause heavy disruption to daytime subway service 


year and possibly for several years to come. 


cause dislocations throughout the 
requirements and properly maintainj 
rehabilitations will be particul 
work is underway at half the depo 
rehabilitated or new depots wil 
1987. Similiar dislocations to 


management of cars for service κ 


CONSTRUCTION =| 
STRUCTION SCHEDUL 
BARNS AND SHOPS ui 


1982 1983 
- 3 1984 $ 
= | 1985 


(13. ΒΜ)| 
| 


th St (15.BM) 
| 
pue (10.3M) 


180th St.  (11M)| 
| 
| 


yonia (11.2M) | 


| 
klepe. (7. 7Η) | 
Repair | 


Island (21.1M) 


(14, BM) 


(16. 0M) 
(15. 2M) | 
| | 
(6.2M) | pelis Washa | 
| 
Shop (82. 5M) | 


St. Shop (61.5) 


or C t tion. . 
for con — CONSTRUCTION 
1984. " . 


shown are 
estimated as of Jan. 1, 


Schedule dates 


Disruption Level/Location 


Right of Way Capital Programs 
Major Activity 982-88 


1982 1983 1984 


1985 1986 1987 1988 


Daytime Project Areas 
~ Heavy Disruption 


Flushing Line Contract - BMT 
West End Line - BMT 
Broadway/7th Avenue Line - IRT 
Prospect Park/Culver Line - BMT 
4 Jerome, White Plains, Astoria 
5 through spans 
a 
Brighton Zone Contract - BMT 


Astoria Zone Contract - BMT 
" ΜΟΝ Track Project Gang C-1 
ΜΟΝ Track Project Gang C-2 


Track Project Gang C-3 


Track Project Gang C-4 
Track Project Gang TR-1 
ack Project Gang TR-2 


Project Gang TR-3 


rams 


capital Pro 
Capital Pr 


pisruption Level/Location 
she Project Area 
avy Disruption 


Zone 1 - Brooklyn IRT 


Ni, 


6th Avenue Track Rehab - IND 


Zone IJ - 4th Avenue BMT 
Zone III - 8th Avenue IND 


5 Lexington Avenue Line Contract - IRT 
1 


Bronx Concourse Line - IND 


ν 
ο 
m 
d 


Broadwsy/7th Avenue Line Contract - IRT 
Mow Track Project Gang - C-5 
MOW Track Project Gang - RP-1 
Track Project Gang - TR-4 
Track Project Gang - TR-5 


Heavy disruptions to service occur in project areas that inclu 
through span rehabilitation. In those areas long term diver 
imarily during restricted hours (Days 10-3, nights 12-5) 
oject areas that includes equipment replacement or str 
bilitation which will only require short diversi 


capital Programs 
Right of Wo Cal 1982-88 


1 t 
Major Activity 19857 
1988 
1985 1986 1987 -— 
1982 1983 1984 im 


oodcoooogooooooogaggaaagoc ΧΧΧΧΧΧΧΧ 

: κκκκκκκκκκκκκκορορορα 
XXXXXXXXXXXX 

XXXXXXX 


Broadway/Jamaica & Myrtle Lines ~ ΒΜΓ 


Jerome Avenue Line Contract - IRT 


white Plains Road Line Contract — IRT 


4. Night Project Areas 
Moderate Disruption 


Canarsie Line Contract - BMT ΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧΧ 
ws Blvd. Line - IND ΄ 


rry Tube Line Contract - IND 


T describes the actions tha 
ns that w 


5 * taken to 


Ome the Significant obstacles that stana in 
smooth implementation of programs to combat Ἵν 1 im a 
that plagues New York's bus anā subway service de 
The general solutions to the problems of the Authority's 
current condition are threefold: to set up a management 


stru t i 
cture that establishes accountability and gives managers 


the means to carry out assigned responsibilities; to make 
changes to ensure that capital investments are effectively used 
to restore plant and equipment to a state of good repair; and 


to ensure that operating and maintenance programs are performed 


well and on schedule. 


The process of setting goals will be an important step in 
the Authority's plan to restore the transit system to good 
To be a meaningful process, however, it is 


working order. 
set by the people who are 


Until a 


essential that the goals be 


ultimately responsible for achieving those goals. 


management structure is in place that promotes accoun! 


ervisors and managers in place 
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will lack meaning since 


hority's managers 3159 
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analytic and technical support ' 
n goals, and plan work. 


Practices. 


39 achieve this goal, it is essential 


that the 


Transi ity 
sit Authority make managers accountable for the Service or 


work produced in their areas of responsibility and that they be 


given the means to Carry out their responsibilities, 


Currently, neither condition is met. None of the Authority's 
Planned capital or operating programs will set the Authority on 
a sustainable upward course without a drastic change in the way 


management is organized. 


1. Managerial Accountability 


To establish the conditions necessary to achieve managerial 


accountability, the Authority intends to: 


ο uparade skills of managers through training, 
development, and recruiting; 
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Transit Authority's 
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y of the service ‘provided 


qualit 
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/ 4 
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The Systems and Information Management Departm 
recently developed, or is in the process of developing, 
computerized systems to assist managers with a broad range of 
Until now, these tasks have 
even with 


Production and planning tasks 
However, 


been dene manually or have been ignored. 
t " 
he development of several new systems, the Transit Authority 
y on time 


still has many critical areas which continue to rel 
methods of data 


consuming and often inaccurate manual 
the systems that have peen developed 
full potential or releva 


the PRAP (Purchasing, 


collection. Furthermore, 
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For example, 
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system, 
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—— Already in place include 
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and accounting systems: 
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9 the resources needed to perform maintenam 
ce 


activities; and 
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à stock 
Status system for improving inventory control 
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t all Car maintenance, Surface Maintenance, and main 


storeroom facilities. 

Automated systems under development include: 

o automated vehicle and crew scheduling for both buses 
and subways; 

o a maintenance-of-way database to schedule maintenance 


of track, structures, equipment, and power systems; 


and, 
o a system for scheduling maintenance and gene 
necessary work order requests, è 


In addition to new systems development, $0! 


place will be tied into each other in order to 


effectiveness. For example, when the compute 


Management System is integrated with th 


and Accounts Payable System, the Author 


monitor inventory levels more effici 


n a more timely mannen 


commodities 1 


"cannibalization' of parts and the 
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The re Year 
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The program neeés 
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A Capital Program Review Committee, comprised of the 


Authority's Vice Presiderts, hes been established te determine 
Capital Program priorities and to change the scope and 
Scheduling of capital projects, if necessary. The Five Year 
Capital Program is being revised by the Capital Program 
Committee to allocate funds to projects critical to operating 
reliability, safety, and cleanliness. This includes additi 

funds for track reconstruction, rail renewal, Structure) 


and bus depot rehabilitation (without precluding 


replacement with large, new depots). In order 
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- Bus depots and facilities; 
- Track, structures, and other subway system 
infrastructure; 
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= Signals and communication; and 
- SIRTOA, new routes, and miscellaneous. 
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budget, monitor, and generally adm 


to plan, schedule, 
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instance, one pro) 
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managers will be appointed ta head up critical areas, sugh as 
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the quality of work 
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they produce 


that operating programs are in P 


i the extent t 


f the system, OURSE more B! 


foremost will be 


nd stations, and 
n basic amenitie 


t address announe 
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Operating Programs 


Priority 
The Transit Authority's highest priorities are to restore 
improve the 


to pre-Grumman-failure levels and to 
Tne 


bus service 
Guality of overhauls, rehabilitations, anā inspections. 

important non-capital programs for ensuring the smooth 
operation of the transit system, are inspection ané overhaul of 


most 
and inspection and repair of track, 
if 


cars and buses; 
These activities, 


subway 

signals, line equipment and structures, 

done well, will permit adeguete operations on the system while 
The 


the capital program provides longer term improvements. 
only people who can ensure that this work is done ‘completely 


and thoroughly are the managers and supervisors who directly 
Thus, the change in management structure 


supervise the work. 
should have a noticeable impact on service through improved 
It is also critical that the correct 
be established and met. The | 


operating programs 


t 


preventive maintenance cycles 
actions being taken to address these problems are de 


below. 
thárawal of 851 


150 buses, COM 
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*Xisting Overhaul ang bus rehabili 
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®PPpropriate maintenance chiefs in the barns and depots will be 
held responsible for adhering to overhaul and rehabilitation 


t vehi in these 
Schedules and for the performance of the vehicles in 

programs. 
overhaul its subway cars 


ae 
ΠΤ This program, begun in 


rease subway car reliability l 
of selected subway oa ra 2 


overhaul pe 


signed to inc 


Pishines 


du)ed Overhauls 


Level Ð (180,000 mires) 
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IND ‘OMT 
TOTAL 

Level E (360,000 miles) 

Level G (1,080,000 miles) 
In-house 68 πι 
Vendor 176 112 
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TOTAL 
includes replacements/retrofits as problems 


identified.  Partially through the COP, 
address chronic door problems that 
rced to use a reduced number 


with car systems are 
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by the suppliers 
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rehabilitat 
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MS will be done to 300-350 olóer 


eet service requi 
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and were partial inasmuch 85 they 


all bus components prone to failure bu 


components on an *as neeóeó" basis. 


3. Subway Car anê Bus inspections 


Routine daily pre-service inspections of the electrical 
systems and door systems can be effective in reàucing the 
break down or cause delays en route. At 


re-service inspections on 
AS 


number of cars that 


present, 218 road car inspectors do P 
£ service each weekday. 


one-third of the trains required 
to store cars in ΥΒΣΘΞ it 


gistically to cover nearly 811 cars 


e by 1989 
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yard expansions make it possible 


should be possible lo 
for service each óay. pe possibl 
In addition to the pre-service checks, more 


inspections are conduct 


000 miles; 
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τ: 


mhe Transit Authority is very close 
schedules f A, P, and C inspections 

Bus reliability alao can be improved througl periodate 
inspections. Bus inspectione are currently performed at 3,000, 
6,000 and 24,000 mile intervals, A major inspection 18 
conducted every 000 miles in which the front and teat brakes 
and various εὐ sion components are replaced The table on 
page __ indicates that the Authority is close to schedule for 
those inspections. 

Although the schedules for both subway cat and bus 
inspections are currently being met, it is not always clear 

are appropriate or whether every 


these cycles 


Car Bquipment 


whether 
inspection procedure is actually completed, 

changed their existing inspection cycle an 1980 after studies 
indicated that a 10,000 mile A {nepection was wartanted. 
Currently, the Fleet Engineering staff in Surface ie Studying 
various inspection cycles to improve reliability. some 
examples of potential changes are hourly based è 
mileage based inspection cycles, and performin 

the earlie intervals, And om 
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fret 


Service, in non-revenue fielé tri 


test facilities. 


problems in new buses 


extensive capit 


also underway. 


6. Passenger Safety 
s, transit crime nas increased 


In the past ten year 
dramatically. in order to combat th a sufficient 


bus ἃ subway system anā the 


police must be assigned to the 


Authority must support new programs to deter crime. 


is completely funded by 


Since the Transit Police D 


the City of New York, decisions about increasing the size of 


the Transit Police force are made jointly by the City and the 


Transit Authority. Fiscal limitations on the City's budget 


resulted in 8 decrease in Transit Police 


have, in past years, 


1985, the Transit Police 


by January 
its history: 3,635 offi 


: above the level in January 1980, 8 
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as the Transit PONIGA s pre 


y's fiscal crisis: 
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ely low ridership. The atea 
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well-lit 
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᾽ lly located on s 
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Three actions h been taken recently to improve the 
» bus system. First, the number 
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assigned to the bus system was inc 


Police officers are now being assigned 


of Transit 


security of 


Police officers 


1983. Second, Trans 
r parts of rout that have experienced the 
Third, the 


to those areas © 
f crime against bus operators. 


highest levels o 
repairing all radios on its 


is currently 


Transit Authority 
tion with central 


buses to permit two-way communica 
will then be able to summon police 


The dispatcher 
As of 


dispatchers. 
assistance in the event of a crime or other emergency. 
the bus radio repair 


mid-1983, prior to the commencement of 
The Capital Program 


program, only 45$ of the radios worked. 
contains $31.2 million for the installation of new equipment, 
1 at the end of 1986. 


which should be operationa 
Programs to be Completed After Ensuring Completion of Priority 
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j)thority's cutrent priorities are to 
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he infrastructure. 


deterioration of t 
recognizes that 8 clean and comfortable 
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Transit Authority is currently repairing all radios on its 
central 


buses to permit two-way communication with 
The dispatcher will then be able to summon police 
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he bus radio repair 


prior to the commencement of t 


The Capital Program 


f the radios worked. 
stallation of new equipment, 
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h are painted "tuscan 


The process of implene 
an i m 
incremental basis, withou 
s until w 
e are sure we can control ἀπὸ manage 


chieve our goal 
Our goals. To maintain the cleanliness of 


eet, the Transit Authority will secure cars to 
ill i 

will determine, schedule, and ahere to the 

graffiti removal cycles. in adéition to 


it is important that the 


ness and repair, 


fortable for passengers, without being too 


As with all operating programs, 


hot, too cold, or too noisy. 


the appropriate personnel will be made responsible to ensure 


the quality of the passenger environment. 


6. Fleet Security 


. The primary strategy to protect the Authority's trains 
from vandalism and graffiti is the elimination of mainline 


Presently, due to limited yard storage NT 
Ec 


33% of the fleet, are storeà 


storage of subway cars. 


space, 156 trains, representing 


unsecured mainline locations. Upon the conclusio 


à expansion program in 1989, mein 


cations. 


cal problems, such as 


hile inspection barn 
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n completed at 19 


NEC yore ty fencing has bee 
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* Work includes a double line of 12 


fencing arouné the 
Yara perimeter and has razor ribbon 
wire on the top of and i 
Z inilekosen the νο ee 
Capital Program contains $20.7 million for the secure fencing 


of yards, ἃ program completed in 1983 


7. Cleaninc and Other amenities 


8. Car and Bus Cleaning 
The first step in the authority's effort to keep subway 1 
e all new cars and buses, 


cars and buses clean will be to requir 


πᾶ rehabilitated buses, which are 


and all overhauled cars a 
painted “tuscan red", to be clean and graffiti-free before they 
are used in revenue service. As new, overnauled, and 

to.the fleet, the appearance 


A will learn the i 


p vehicles clean. The Th . 


rehabilitated vehicles are added 


of the fleet will gradually improve and the T 


rategies needed to kee 


able to expand this program to the entire fleet. 


will then be 4 
ty tracks with chemical washer 


resources and st 


The installation of utili 
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all barns and of a new car 
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make the job of 
place during inspections. 
hours, cleaning is limites t 
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fleet. Therefore, fu 
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Wweeping, pressure washing, and refuse remor 


vary in length Gepenéing on the station‘ 
tation's 


Despite the systematic nature of the cleaning 6 
ms Cleaning program, 


grimy. 


stations remain 


In 1984, stati 
, on Cleaning personnel levels were increased 


by 69 positions (6%). With this addition, the Station 


Department can clean the 64 most heavily-used stations more 


frequently than in 1983, or once every 11 days as compared with 


once every 16 days in 1983. In addition, the Department has 


set up three "flying squads" to respond to particularly urgent 


cleaning situations throughout the system. Y 
It is clear that even with these modest additions, the 


frequency of cleaning will be inadequate and that greater 


resources will have to be devoted to the effort if Stati 


to be kept clean and attractive. 


c. Bus Cleaning 
All of the depots will have automatic bU 
the outsides of buses by the end of 19853 


have proven to 
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